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le la response to your instruction® ® tlvo following ceamoats 
or© submitted with regard to tha organisation of AFSA© 

2o la ny opinion., tha control organisation of AFSA is to© etas® 
bsrsms and uroieldyo This ©tea® basically from its Joint EStere© In 
order to insure that the views ©ad interests of all thro® Services are 
given due weight*) a series of obsetaj and balances has been established 









his particular S©rvie© in decisions mad© at th@ top© The principle 
is then extended by a distribution of key positions ©song tha three 



Chile this distedbutioa has b$®n only partially achieved® it is never*® 
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of the Deputies has been assigned supervisory responsibility over or® 
of the major technical functions© In addition to this primary assign 

n 

felons in such & nsmxar a® to effect am ©quitaM.® division of the work 

d 



effort frca getting seriously out of balance in favor of or® Service 






COmiK 1 field usually involve® either parsonnol D facilities® security 

C 

definite decision on such a matter® it must first b© coordinated with 
tha Deputy or Deputies having oognisans® of tha other natters la=> 
TOlw-jifl la fact® subordinates are frequently uncertain as ,to which 
Deputy has oognisens® of a particular matter© 

4 0 In of foot® the division of authority among ths Deputies is 
overlapping*. This® of course® naiatains tho checks end balances and 
prevents arbitrary action© but it also delays; tho decision© If the 
Deputies concerned agree® th© delay is short© If® hasssvor® they die« 
ag res® It noy bo quit® prolonged© It is recognised® of course® that 
major policy decisions Which seriously affect tte intereste of too 
or nor® Services® or which affect AFSA m a whole® should properly 
bo passed upon by raoro than ono Deputy© On ths otter tend® many of 
tte decisions mrely involve questions of procedure® or of interpret 
tation or impiGnsnt&tion of established policies® and require only 
an >ynthoritativ© answer® To deal properly with such cases® the 
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ciaohiaojfy of AFSA should bo organised for prompt action© 

5© This look of clear-out division of euthority at the top in 
AF5A®s organisation© has resulted in a frequent laok of proper oo® 
ordination among the various ccnponento of AFSA© This has been part® 
ieulerly noticeable in the AFSA staff © Tho staff divisions ar® r@» 
qulred to work for all three Deputies® and tons oust try to serve 
thro© bosses of equal authority,, In an effort to overcome rasulting 
coordination failures® too Easoutivo for Coordination and Compliam© 
was established© and placed under supervision of t!ie Senior Deputy o 
while in nary respects this ; .socutlv® is faced with th© problems 
of a Chief of Staff® actually ho has only the authority of an Essou® 
tivo Secretary or on Adjutant General © His nearest counterpart in 
naval organisation is a Flag Secretary© Since the establishment of 
this offices there has been considerable improvement of coordination 
in AFSA® and in ny opinion toe present inounibent is doing an excellent 
job© However© direction of tho staff still leaves much to be desired© 
»*o lissvo had frequent ©samples of serious difficulties arising out 
of coordination failures© This lack of coordination is generally 
recognised within AFSA® end too result is noticeable in a growing 
tondoncy to employ the shotgun method of d is s omimt ion© 
of letters and memoranda within AFSA will frequently distribute them 
to various offices© divisions© or branches merely to insure that 
someone who nijjit bo interested will not fail to receive a copy© 

G© Cine® to® establishment of AF-A® the three Deputise have© 
in offeot© each functioned as a Cliiof of Staff for one of the major 
activities of AFSA© that is© the Army Deputy for GO. EEC© the Ifevy 
Deputy for Co: HUT© and too Air Force Deputy for R hD© Had their fields 
of responsibility been more clear-cut© they night have functioned 
with adequate effectiveness© but© tho current assigmsnfc of rasponsi® 
bilitios to then has militated against this© 

7© In suixiary of wli&t has boon said above© it sooa® to nt© that 
th® major defects in tbs top levels of AFCA®s organisation are basic** 
allyn 

a© Laok of cl®ar«>cut division of responsibility and auto® 
ority esasroised ly the three Deputies© which results in dif® 
ficulty in arriving at prompt and olear^cut deals ions g 

b© Look of adequately unified authority over the staff 
divisions© which results in improper coordination© 
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3 0 of the isSer«S©rvI©® nature of AFSA 0 and the necessity 

of minfcaialng certain ohseks and balances® it does not appear feasible 
at this tine a to establish the most officiant typo of organisation for 
its ocntrolo On the credit eid© 0 it may bo said that whatever d£s® 
advantages result from divided authority at the Deputy levels a divi«* 
sion can reduce bottlenecks at the top® provided the split is workable© 
In ny opinions it nay be possible to arrive at a better armngemnt 
than now exists® without exceeding the previsions of the basic charter 

(J oC oS o 2010) © 

9 0 hi thin AFSA there are essentially throe main functions to " 
bo performed s 

©a CG.UIilg 

bo CGtSECj and 

Oo Staff (control® plannings, and support) « 

It is believed that a division of ras possibility at Deputy Director 
level night to nor© effective if it war® made along these lines o 
Should it to d ©sired, to follow the T©o®B®puty pattern usually found 
in other joint organisations 0 GO, ill.T operations could to placed under 
one Deputy Director® C0.J3UC opo rations under another Deputy Directors 
and Staff activities under another officer who would to tho Chief of 
th® AFSA ' staff® Preferably® tho two Deputies should not to from th® 
erase Service as tho Director® The COIIIDT operations Deputy would 
hove supervision of all matters under cognisens® of the > iff Sc® of 
Operations 9 and of tho COIHIJT functions of tho Office of Research and 
Development® The C0IS11C operations Deputy would® similarly® have 
supervision of all functions under the cognisance of the Cffie© of 
CO: SEC® and of tho C01S“C functions of the Office of Research and 
Develepconto The Chief of AFSA staff would have supervision over all 
matters under tto cognisance of the staff divisions© This would In® 
elude tho routing and followup of correspondent® AFSA o ennunic atlons ® 
training schools® and ©gonoy*wide admins trative matters® (loo® in« 
terml coordination^ clearances® personnel® distribution® etc)® An 
obvietasly questionable feature of the foregoing arrangement Is th® 
division of authority over Rose arch and Development® Ilcaaver® th® 
CCCS33C and CO,’ HUT activities cf t!» Office of R&D ar© generally quit® 
clearly defined® and the prosent Chief of that office goes not to** 
liove that tho proposed arrangement would c peats any serious dif« 
fioulties® In foot® suoh on arrengoEsnt night well improve o@ordim» 
tian between operations and related R£D a 
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l0 o Th® general plan of organisation is shosm in the attached 
diagram® It is rocogoiasd that a single Deputy is. normally pro® 
ferred® IlesBsrser© the CGL3I3T and COLSEC operations of AFSA eye 0 © 
distinct that I hellos® there aye certain definite advantages in 
having taro Deputies for the Agency® 

Ho The ©aae principle of organisation could© of oours@© b© 
applied to a thr@® Deputy arrangansnfc whereby th® third Deputy -would 
supervise RT:D 0 Under such a sohons© all of the AFSA collateral 
functions non distributed amcaag ths Deputies would be placed under 
the Chief of AFSA staff® liven this© I believe would be a distinct 
improvement over the existing set-up e However© although I was a 
party to creation of the three Deputy plan© I am now inolinsd to 
believe tlaat a Deputy from the soon Service as the Director is not 
needed© at least for the purpose original ly envisaged© s Inc® ths 
bolauoe 3 k 3 was intsssied to s apply can probably bo provided nor® 
adequately by tits Director himself « Ths real justification now 
appears to lie in th® possible advantage of having at the top m 
experienced and technically qualified officer from each Servis® who 
is thoroughly familiar with ths cryptologic operations and require** 
cants of ths Service that 1® represent® 
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Captain© U 0 S 0 Havy 
Deputy Director 0 AFSA 
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